Abstract
Introduction
Human Resource Management (HRM) is being increasingly viewed as a source of competitive advantage implying a serious strategic aspect of Business Management.
Being a developing country Sri Lanka badly needs to practice right HRM in order to accomplish her primary goal, i.e., achieving Higher Standard of Living for its citizens. The field of HRM has undergone tremendous changes and growth over the past 200 years (Butler et.al, 1991) . Broadly HRM has gone through several stages of the development (from Welfare during 1900s through Personnel Administration during 1940s, Personnel Management-the developing phase during 1950s, Personnel Management-the mature phase during early late 1960s & 70s to HRM/ Strategic HRM during 1980s &90s) (Opatha, 1997) . It is viewed as a change or development driven by fundamental environmental changes (particularly in product market conditions), which were not capable of being adequately responded to by the traditional concerns, orientations and power of personnel management function (Beaumont, 1992) . In the past few years, the roles of HR professionals were often viewed in terms of transition from operational to strategic, qualitative to quantitative, policing to partnering, short term to long term, administrative to consultative, functional oriented to business oriented, etc. (Ulrich, 1997) . It has been generally observed that there is a considerable number of Sri Lankan organizations that do not practice so called Strategic Human Resource Management (SHRM). Discussions with several practicing human resource managers revealed that yet SHRM has not been practiced significantly due to several factors.
Factors affecting the practice of SHRM in an organization can be identified in two categories: external factors and internal factors. There are number of internal factors affecting the practice of SHRM. According to Budhwar (2000) , the general HRM policies and practices (such as selection, development, performance evaluation) are determined by a set of traditional contingent variables (such as age, nature and size of the organization). According to Khatri (1999) the four most important factors for managing HRM strategically are business strategy, organizational culture, competency levels of HR managers, and presence of HR strategy.
External factors affecting the practice of SHRM may include Social, Cultural, Political and Economic factors. Changing economic conditions directly influence all operations of any organization, including its human resource activities. Also the human resource laws and regulations of governments have become increasingly important to employees (Milkovich and Boudeau, 2000) . According to Gratton et al (1999) the significance of environmental and contextual factors has been long acknowledged in shaping human resource strategies, and in the ability of the company to realize these strategies. The growth of the concept of a strategic approach to managing people can be attributed to rapid environmental changes that have taken place over the last two decades. These environmental influences operate at a general level, and at a more specialized level concerned with the organization's own significant environment.
As far as this research paper is concerned, only factors relating to Human Resource Manager (Head of the Department of Human Resources) in an organization, i.e., competency, education, experience, age and hierarchical level were considered based on the assumption that Human Resource Manager is a major party in practicing right HRM and particularly SHRM within the organization. Principle of parsimony and researchers' interest too influenced on selecting these human resource manager-related factors. Organizations for the study were listed firms in Sri Lanka. Research based Sri Lankan literature reveals a gap in the empirical knowledge available about testing the relationships between practice of SHRM and human resource manager-related factors such as competency, education, experience, age and hierarchical level. This paper focuses on addressing the following six specific research questions:
1. Is competency of human resource manager positively related to the practice of SHRM? 2. Is education of human resource manager positively related to the practice of SHRM? 3. Is experience of human resource manager positively related to the practice of SHRM? 4. Is age of human resource manager positively related to the practice of SHRM? 5. Is hierarchical level of human resource manager positvely related to the practice of SHRM? 6. Do competency, education, experience, age and hierarchical level of human resource manager jointly and significantly affect the practice of SHRM?
The objectives of the paper are to investigate whether competency, education, experience, age and hierarchical level of human resource manager of the listed firms relate to the practice of SHRM of those firms; and to investigate whether these factors have a significant joint impact on the practice of SHRM of listed companies in Sri Lanka.
Research Framework
Practice of SHRM refers to human resource manager's perceived degree of application of SHRM by the particular firm. It seems that there is diversity in the literature over the meaning of "Strategic Human Resource Management Practice" (Boxall and Purcell, 2000) . According to Baker (1999) , SHRM Practice has number of key features including the internal integration of personnel policies and their external integration with overall strategy and line management responsibility for HR implementation. As per Wan and Tung (2005) the practice of SHRM is the degree of participation in core decision making and partnership played by HRM departments and the specificity and formality that HRM departments require in planning and implementation, all of which are designed to ensure that firm' human capital contributes to achieving firm's business goals. Khatri (1999) defined the concept of practice of SHRM as managing the human factor as a competitive tool. In general, the goal of strategic human resource management is the effective application of human resources to meet organizations' strategic requirements and objectives (Greer, 2003) . Budhwar (2000) has identified the main features of practice of SHRM as the practices of integration of HRM into the corporate strategy and devolvement of responsibility for HRM to line managers. Viewing from the above, SHRM is linking HRM with business needs. It is about integration. The term 'integration' stresses three major themes. The first is that HRM should be fully integrated with the strategy and the strategic needs of the organization. The second theme is the coherence of HRM policies within themselves and with other areas of policy. Third theme is the involvement of line managers in managing people at work. For this research paper, following working definition, adapting from Budhwar (2000) was used with regard to the variable of the practice of SHRM:
"The practices of integration of HRM into the business/corporate strategy and devolvement of HRM to line managers as perceived by the human resource manager of the particular firm." The working definition comprises of the two of the three themes mentioned above. As many scholars have focused on these two aspects, and relatively lesser popularity of the concept of SHRM in Sri Lanka, they were perceived as reflective of the realities of the practice of SHRM in Sri Lankan listed firms in an adequate way.
Competency of Human Resource Manager refers to level of knowledge and skills in HRM, as self rated by the human resource manager in the particular firm. Working definition of competency of human resource manager was: 'self assessment on knowledge of human resource management, the ability to add value to the business and the ability to manage change'. Competency of human resource manager has a major influence on the level of integration between HR management and organizational strategy (Buller, 1988) . Golden and Ramanujam (1985) commented that the demonstration of expertise by HR managers resulted in a significant uplift of HR stature and also tightened the HR management and strategy linkage. Competencies of HR managers are significant for participating of the HR function in senior executive decision-making (Zhu et al, 2005) . According to Khatri (1999) choosing the right HR managers is important to the strategic management of the HR function. If HR professionals do not have the right HRM knowledge and skills, and are not able to think strategically, the HR function would be relegated to a supportive/secondary role. There is a widespread consensus that HR professionals need to know their organization's business thoroughly-not only in terms of people, but also in terms of the economic, financial, environmental, and technological forces affecting it. Rather than playing a staff role, they should become internal consultants known for their expertise and ability to help solve the HR problems faced by line managers (Mejia et al, 2003) . Also Khatri (1999) has pointed out that one of the reasons why HR executives are not invited to the strategic planning table is that they are unable to display the required competencies. Hence following hypothesis was suggested to be tested:
Hypothesis 1: Competency of human resource manager of the firm has a positive relationship with practice of SHRM.
Education is the knowledge or training that a person has gained through formal and systematic study (Collins Birmingham University International Language Database English Dictionary, 1987, p.450) . For this study purpose, education of human resource manager was defined as the qualifications that head of HRM has secured from school/college/universities/other institutes. According to Zupan and Kase (2005) , one of the reasons why HRM in general and Strategic HRM in particular are not better developed, is poor education of HR managers. They also reveal that less than half of HR managers have more than a high school education and most received little or no HR training during their formal education and not much thereafter. Due to this reason HR managers are rarely involved in the process of formulating business strategy. Education is either significantly related to or is a strong predictor of practice of SHRM (Fogarty, 1994) . Hence following hypothesis was formulated in this regard:
Hypothesis 2: Education of human resource manager of the firm and practice of SHRM are significantly and positively related.
Experience in the field of HRM is very important for HR Managers. It was defined as number of years of working in HRM related job/s. It is also very typical that HR managers have little work experience outside the HR function in the company, which leaves them with limited business knowledge (Zupan and Kase, 2005) . Specially the experience in the field of HRM is very important for their participation in the strategic level meetings in the organizations. The more experienced is the human resource manager the more application of SHRM will be. Thus, the relevant experience of the Head of the HRM is likely to have a positive relationship with Practice of SHRM. The third hypothesis is below.
Hypothesis 3: Experience of human resource manager of the firm is positively related to practice of SHRM.
Age is the length of time that one has existed or the duration of life (American Heritage Dictionary of the English Language, 2000). According to Kossek and Lobel (2001) age of an employee has an impact on their contribution to the organization. That is being too young is detrimental to performance because one does not have the necessary knowledge and experience. Age as an independent variable is either significantly related to or is a strong predictor of SHRM Practice (Fogarty, 1994, as in Bhatnagar and Sharma, 2004) . On the other hand, it is often assumed that being too old is also detrimental, as ageing [Sick] is believed to be associated with becoming slow and forgetful. Based on the above next hypothesis for the study is as follows:
Hypothesis 4: Age of human resource manager of the firm has a positive relationship with practice of SHRM.
Hierarchical level of the Head of the HRM is the status and role of human resource manager (Zupan and Kase, 2005) . It was defined nominally as the level to which the Head of HRM belongs (whether top, middle or lower level of the organizational hierarchy). In most research studies hierarchical level was found to be a significant background variable (Bhatnahar and Sharma, 2004) . The status and role of HR manager are significantly related to the practice of SHRM (Zupan and Kase, 2005) . According to Budhwar (2000) the practice of SHRM in any organization is known to have a direct impact on the role of personnel specialists. If human resource manager plays a top-level role in the organization then he or she automatically joins when taking the strategic level decisions. If human resource manager is a member of the Board of Directors or top management team, it is more likely that the practice of SHRM gets better. Thus the 5 th hypothesis is as follows:
Hypothesis 5: Hierarchical level of the human resource manager of the firm and the practice of SHRM are positively related.
Combined influence of the above variables on the perceived practice of SHRM refers to simultaneous effect of the five human resource manager-related variables on the practice of SHRM. Competency, education, experience, age and hierarchical level of human resource manager were hypothesised as independent variables that positively relate to the perceived practice of SHRM. Hence it is argued that these five human resource managerrelated variables will have a significant joint impact on the perceived practice of SHRM. Based on this argument the sixth hypothesis for the study is as follows:
Hypothesis 6: Competency, education, experience, age and hierarchical level of human resource manager together will significantly explain the variance in the perceived practice of SHRM.
Practice of SHRM is labeled as the dependent variable of this study as it is the variable of primary interest of the researchers. Competency, education, experience, age and hierarchical level of human resource manager are labeled as independent variables as they are assumed to have influences on the practice of SHRM. Figure 1 depicts the schematic diagram of the research framework of this study. 
Method

Study Design
The researchers were interested in investigating whether competency, education, experience, age and hierarchical level of human resource manager relate to practice of SHRM of listed firms and whether these five variables have a significant joint impact on the practice of SHRM of those firms, rather than establishing definite cause→effect relationships among the variables. Hence, the type of investigation of this study is correlational rather than causal. Nature of the study was analytical or hypotheses testing as this study attempted to analyse the relationships between the dependent variable (practice of SHRM) and the independent variables. Time horizon of the study was crosssectional due to the reason that the data for this study were collected at a single point in time (Sekaran, 1999; Zikmund, 2000) . When the main focus of the study was considered 'cross-sectional' rather than 'longitudinal' was an appropriate strategy. For the purpose of collection of primary data on which this study was based largely in order to achieve objectives of the study, a self-administered questionnaire was used. Hence the researcher interference on normal flow of events was minimal. Since the unit of analysis of this study was Head of the Human Resource Management, the data were collected by mailing the questionnaire with a self-addressed envelope. A letter of request and a letter of appreciation were attached to the questionnaire. They consisted with self-introduction of the researchers, the reason for conducting the research and assurance of security of the information given by the respondents and the due recognition for the support given by the respondents. 161 Heads of HRM of the firms responded for the questionnaire and the response rate was 66.52 per cent.
Measures
Practice of SHRM: Human resource manager's perceived degree of application of SHRM by the particular firm was operationalised into two dimensions i.e., integration and devolvement. Integration referred to the degree to which HRM issues are considered as part of the formulation of the business strategy. The degree to which line managers have involved in HRM practices was referred to as devolvement. Then, each dimension was operationalised into several elements based on the writing of Budhwar, 2000. Annexe 1 (given at the end of the paper) gives dimensions and elements of the variable of practice of SHRM. 22 questions were included in the questionnaire in order to measure the variable of practice of SHRM. The responses to the questions were elicited on a 5-point scale of 'strongly agree, agree, neither agree nor disagree, disagree, and strongly disagree' or 'very high extent, high extent, neutral, low extent, and very low extent'.
Weights of 5,4,3,2 and 1 were given to these responses taking whether the questions were negative or positive into account. The score of the practice of SHRM from one respondent could fall within the upper and lower limit of 110 and 22 respectively. Between these limits the practice of SHRM was taken in a continuum of which the range of value or the difference of levels was calculated as (110-22)/ 5=17.6. For the purpose of analysis these values were transformed into new values from 1 to 5.
Competency of Human Resource Manager: The variable of competency of human resource manager was operationalized into three dimensions such as competency about the HRM, competency about the business and competency about change. Competency about the HRM focused on eleven elements which included human resource planning, recruitment and selection, orientation, training, appraising job performance, pay management, incentives and welfare management, health and safety, managing discipline, grievance handling and union relations. 11 questions were developed with regard to each element and responses were obtained on a 5-point scale of 'very low, low, average, high and very high'. 6 questions and 10 questions were developed with regard to the other two dimensions (competency about the business and competency about managing change). A 5-point scale of 'strongly agree, agree, neither agree nor disagree, disagree, and strongly disagree' was used to elicit the responses to the questions. Weights of 5,4,3,2 and 1 were given to these responses depending on the nature of the questions (negative or positive).
Education of Human Resource Manager: One direct question relating to nature and level of HRM qualifications was framed to measure the variable of education of human resource manager. A 6-point scale of 'Certificate in HRM, Diploma in HRM (less than one year), Diploma in HRM (one year or more), Degree in HRM, Postgraduate Diploma in HRM, and Masters/Postgraduate Degree in HRM'. Interval was the level of measurement of the variable. Points 1, 2, 3, 4, 5 and 6 were given to the levels of the scale respectively.
Experience of Human Resource Manager: This variable was measured through the use of one direct question that was in respect of hand-on experience in the field of HRM possessed by the respondent. A 3-point scale of 'up to 5 years, between 6 and 10 years, and more than 10 years' was developed, and for the purpose of analysis, points 1, 2, and 3 were given to the levels of the scale respectively.
Age of Human Resource Manager: One direct question was framed to measure the variable of age of human resource manager. The question dealt with degree of oldness of the respondent with a 5-point scale of 'below 30 years, between 30 and 39 years, between 40 and 49 years, between 50 and 59 years, and 60 years or over'. Interval was the level of measurement of the variable and points 1, 2, 3, 4, and 5 were given to the levels of the scale respectively.
Hierarchical Level of Human Resource Manager: This variable was measured through one direct question. A 3-point scale of 'top level, middle level, and lower level' was utilized and weights of 3, 2, and 1 were given respectively to the levels of the scale. This variable's level of measurement was interval.
Validity and Reliability
The content validity of the measures was ensured by conceptualization and operationalization of the domains of the variables based on an adequate literature review. The dimensions and element of the variables were delineated carefully after developing the working definitions based on the literature. The instruments were developed with the careful judgement of the researchers. The instruments (with regard to the two constructs namely practice of SHRM and competency of human resource manager) had a high degree of internal consistency reliability (alpha). These evidences support the content validity of the instruments of this study. The construct validity of the variables of this study was ensured as the correlation analysis supported the hypotheses (except one) formulated linking the relationship between practice of SHRM and the independent variables. To measure the external reliability of the questionnaire, which consisted of all the measures for the study (relating to six variables), a test-retest was conducted by using 10 Heads of HRM in Sri Lankan listed companies with a two-week time interval between the two administrations. The coefficient of the test-retest of the questionnaire was 0.890 suggesting that the measures possessed a high external reliability. To measure the interitem consistency reliability the Cronbach's Alpha test was used (results are given in table 1). According to the results of the test there was an adequate degree of internal reliability with regard to the constructs (practice of SHRM and competency of human resource manager). 
Techniques of Data Analysis
There were six hypotheses of the study. The Pearson Product-Moment Correlation technique was used for hypotheses from one to five as they were about relationships between two variables. As the sixth hypothesis was about testing a combined impact of the independent variables on the dependent variable the Multiple Regression technique was applied. Exploration of the data for normality and linearity was carried out because the two techniques used for data analysis were parametric tests. The data exploration revealed that assumptions of normality and linearity had been met reasonably.
Results
As there are five human resource manager-related variables considered for the study, five hypotheses (from H1 A to H5 A ) were formulated to test the relationship between each of the variables and the practice of SHRM. The aggregate effect of the five human resource manager-related variables on the practice of SHRM was tested by hypothesis (H6 A ). The hypothesised relationships are shown in table 2. The results of Pearson's Product Moment Correlation that was used to test the null hypotheses for the five hypotheses (from H1 A to H5 A ) are shown in table 3. As a 95 percent confident level is desired, the level of significance (∝) is .05. One-tailed test was used because all the five hypotheses were bivariate that were concerned with a positive relationship (H A > 0). As can be seen, the correlation coefficients of competency, education, experience, and hierarchical level of human resource manager were significant at p < .01 and therefore the null hypotheses pertaining to these four variables were rejected. This means that the hypothesised relationship (positive) between each of the four human resource manager-related variables and the practice of SHRM was supported by the data. When the variable of age is concerned, the relevant correlation coefficient (.130) was not significant at 0.05 level. Hence, there is no statistical evidence to substantiate the hypothesis that age of human resource manager of the firm has a positive relationship with practice of SHRM. .028 * * p < .0.01 n= 161
The sixth (final) hypothesis formulated for the study was that competency, education, experience, age and hierarchical level of human resource manager together will significantly explain the variance in the perceived practice of SHRM. The test of this hypothesis leads to accomplish the second objective of this research study, i.e., to investigate whether human resource manager-related factors have a significant joint impact on the practice of SHRM of listed companies in Sri Lanka. The relevant results of the multiple regression are shown in table 4. The results show that the multiple regression coefficient (R) of the five human resource manager-related independent variables and the practice of SHRM was .386 and the R Square was .149. R Square is significant at 0.05 as F value is 3.425 with an observed significant value of .007 (which is less than 0.05). It indicates that about 15 percent of the variance (R Square) in the practice of SHRM has been significantly explained by the five independent variables together substantiating the alternative hypothesis (H6 A ). Therefore, there is statistical evidence to reject the null hypothesis that competency, education, experience, age and hierarchical level of human resource manager together will not significantly explain the variance in the perceived practice of SHRM.
Discussion
Competency of human resource manager was found to be significantly and positively related to the practice of SHRM. It was hypothesized that competency of human resource manager of the firm has a positive relationship with perceived degree of practice of SHRM. This empirical finding confirms the argument of Mejia et al, (2003) that the HRM competency of HR Managers is significant for the practice of SHRM. Also the finding is consistent with the finding of Khatri (1999) . The finding confirms that a high level of competency of human resource manager will lead to generate a high practice of SHRM and vice versa. The implication of the finding is that any organization, which wants to enhance the practice of SHRM, has to improve the competency of its Head of HRM or hire a high competent Head of HRM.
A significant positive relationship was found between educational qualification of the Head of HRM and practice of SHRM. It was hypothesized that education qualification of the Head of HRM is positively related to the practice of SHRM. This study found empirical evidence to support the hypothesis. This finding is matched with the finding of Zupan and Kase (2005) that the educational qualifications are important to the practice of Strategic Human Resource Management. Also this is matched with the finding of Budhwar (2000) , which the educational qualifications have been found to affect SHRM practices. Thus, it can be concluded that when educational qualifications of Head of HRM are at higher level there will be a high level of practice of Strategic Human Resource Management. Implication of the finding is that any organization, that wishes to practice good SHRM, should consider seriously qualifications of Head of HRM.
It was found that there was a positive relationship between the experience of the human resource manager and practice of SHRM. This finding confirms the finding of Zupan and Kase (2005) that the relevant experience of Head of HRM has a positive relationship with practice of Strategic Human Resource Management. Hence it was found that more experience in HRM activities of the Head of HRM leads to high level of practice of SHRM. Implication of the finding is that any organization, that wishes to practice good SHRM, should consider seriously relevant experience of Head of HR Department.
There was no relationship found between the age of the human resource manager and the practice of SHRM. It was hypothesized that the age of the Head of HRM has a positive relationship with the practice of SHRM. This study did not find a sufficient empirical evidence to accept the hypothesis. This finding is not matched with the finding of Budhwar (2000) that age of the Head of the HRM is significantly related to the practice of Strategic Human Resource Management. Also this is not matched with the finding of Kossek and Lobel (2001) , that the age of the Head of HRM has been found to affect SHRM practices. As far as this study result is concerned, age of Head of HR and Practice of SHRM are not significantly related in the Sri Lankan context. Thus, being too old or too young has nothing to do with the serious practice of SHRM. Serious HRM expertise, that leads to practice of SHRM, is likely not dependent upon passing years merely. This may be the reason for no relationship. This might be due to that most of the Heads of HR had no proper HR qualifications under study. Or it might be that other factors such as competency, specialized education, and specialized experience determine the practice of SHRM.
Analysis of data relating to H5 found that there is a positive relationship between hierarchical level of the Head of HRM and the practice of Strategic Human Resource Management. This finding is matched with the finding of Bhatnagar and Sharma (2004) that the hierarchical level was found to be a significant background variable with regard to the practice of Strategic Human Resource Management. Since this finding supports the theoretical explanations, it is suggested that organizations should offer top-level positions for Heads of Human Resource Management department in order to have better practice of SHRM. It has been supported by the data that in order to increase the practice of Strategic Human Resource Management it is needed to increase the hierarchical level of the Head of the HRM. Head of HRM is to be appointed as a member of the top management team of the firm for a serious practice of SHRM within the firm. It necessitates that the Head of HRM is a member of the strategic planning team.
From the multivariate analysis, it was found that Competency, Education, Age, Experience and Hierarchical level significantly and jointly explain the variance of practice of SHRM. It indicates that these five variables give a significant impact of the practice of SHRM within a firm. The implication of this finding is that it is important for a firm to consider human resource manager-related factors such as competency, education, experience, age and hierarchical level in order to improve the practice of SHRM. In fact, other variables not considered in this study should be the variables that will account for the unexplained variance in the practice of SHRM.
Conclusion
Findings derived from the bivariate analysis of the data were that competency, education, experience, and hierarchical level of the Head of HRM of a firm positively and significantly relate to the practice of SHRM of the firm. However, the results of the study did not substantiate the hypothesised positive relationship between the age of human resource manager and the practice of SHRM. Multivariate analysis revealed a significant combined influence of competency, education, experience, age, and hierarchical level of human resource manager on the perceived practice of SHRM within a firm. Important implications of the findings of the study are that a firm, that wants to establish a serious practice of SHRM, should hire and retain a person as the Head of HRM who should possess a high competence of HRM, higher formal education of HRM, and more experience in HRM. Also the Head of HRM should be appointed as a member of the Top Management of the firm.
